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Presentation OverviewPresentation Overview
1. Review of contract requirements and project personnel

2. Organization of Report

3. Summary of acquisition workforce trends according to:
• Size
• Composition
• Competency
• Effectiveness

4. Review of the catalogue of workforce reports
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Contract RequirementsContract Requirements
• Create a catalogue containing all publicly available 

studies and reports (quantitative and qualitative) 
concerning the size, composition, competency, and 
effectiveness of the federal acquisition workforce dating 
back to 1977

• Conduct a qualitative and quantitative trend analysis, 
describing the workforce in terms of size, composition, 
competency, and effectiveness

• Create a searchable matrix using transcripts from public 
meetings of the AAP and all written public statements 
officially submitted to the AAP
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Key PersonnelKey Personnel

Project Manager
Industrial Organizational (IO)

Psychologist

Quantitative 
Research Associates

IO Psychologists

Qualitative 
Research Associate

Juris Doctorate

Technical & 
Administrative

Support

Methodology Leader
Sr. Director of Organizational 

Effectiveness

Quality Manager
VP Business Solutions
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Report Overview Report Overview 
• Both qualitative (meta-analytic summaries of information) 

and quantitative (trend analyses) descriptions of the 
workforce

• Qualitative categories are: workforce size, composition, 
competency, and effectiveness/quality

• All longitudinal quantitative data entered into graphical and 
statistical database

• Each section of report contains:
– Overview and qualitative meta-analysis
– Qualitative summary of the data, year-by-year
– Discrepancies in definition, measurement, or assumptions
– Quantitative trend analyses (for Size and Composition ONLY)
– Conclusions
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Overarching ThemesOverarching Themes
• Lack of standardization of definitions and 

measurement
• Changing definitions of acquisition workforce (AWF)
• Difficulty counting, measuring changes in AWF

• Shrinking Workforce
• Workforce cuts
• Aging workforce is retiring

• Changing role of the acquisition professional
• From contract specialist to contract cycle
• Knowledge of various contract types (e.g., performance-

based)
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Acquisition Workforce SizeAcquisition Workforce Size
• Lack of consistent definition makes it difficult 

to assess the size of the AWF workforce 
longitudinally

• Civilian and DoD AWF measurement 
methodologies differ

• Civilian has been narrow focused on traditional occupational 
categories (FAI: 1101, 1102, 1104, 1105, 1106, 1150)

• DoD Refined Packard Methodology is broad and seeks to 
describe the DoD acquisition mission from a life-cycle 
perspective

• Policy Letter 05-01 expanded the civilian definition to 
include personnel involved in requirements definition, 
performance measurement, and technical and management 
direction.
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Acquisition Workforce SizeAcquisition Workforce Size
• Between 1989 and 1999 DoD cut its AWF by 

nearly 50% 

• Civilian workforce also declined steadily since 
1996 (with the exception of 1101s)

• Impact of civilian and DoD workforce cuts:
• Insufficient staff to manage contract requirements
• Increased backlog in closing out completed contracts
• Retention difficulty with current staff
• Reduced attention to detail and timeliness in reviewing 

acquisition actions
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Acquisition Workforce SizeAcquisition Workforce Size
• Civilian and partial DoD combined total
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Acquisition Workforce CompositionAcquisition Workforce Composition
• Aging workforce
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Acquisition Workforce CompositionAcquisition Workforce Composition
• Increasing losses due to retirement
• Disparity between actual and eligible for retirement
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Acquisition Workforce CompositionAcquisition Workforce Composition
• Hiring efforts have not compensated for losses 
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Acquisition Workforce CompositionAcquisition Workforce Composition
• Education level has been increasing
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Acquisition Workforce CompetencyAcquisition Workforce Competency
• Evolving role of the acquisition professional 

requires:
– Marketplace knowledge
– Strategic planning
– Results-oriented view of acquisition

• Challenges associated with new technology

• New methods of contracting (e.g., performance-
based, interagency)
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Acquisition Workforce CompetencyAcquisition Workforce Competency
• In 2005, the list of competencies required for 

acquisition professionals developed and 
validated by Defense Acquisition University 
(DAU) was adopted as the government standard.  

Sample competencies include:
– Communication
– Market research
– Understanding the mission (buyer and customer)
– Knowledge of contracting laws, regulations, policies
– Knowledge of acquisition methods and applications
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Acquisition Workforce CompetencyAcquisition Workforce Competency
• Many agencies do not assess competency of the 

workforce; others use varying methods and tools 
for assessment

• No longitudinal quantitative data to 
longitudinally assess AWF competency

• The recent standardization of AWF 
competencies provides a starting point for 
future assessment, trend identification, and 
benchmarking
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Acquisition Workforce EffectivenessAcquisition Workforce Effectiveness

• GAO has provided a framework to assess the strength 
and weakness of the acquisition function, but no data 
has been collected

Sample factor:

Cornerstones Elements Critical Success Factors

Aligning acquisition 
with Agency’s 
missions and needs

Assuring appropriate placement 
of the acquisition function

Commitment from 
leadership

• Clear, strong, ethical executive 
leadership
• Effective communications and 
continuous improvement

Organizational 
Alignment and 
Leadership

(reproduced from GAO-05-218G )
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Acquisition Workforce EffectivenessAcquisition Workforce Effectiveness
• Agencies have recently begun Human Capital 

Planning efforts to increase effectiveness.

Efforts include:
– Strategic workforce planning
– Federal employee training and development
– Implementation of pay for performance programs
– Creation of Strategic Human Capital offices

• Realization of cost savings
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ConclusionsConclusions
• Need for Standardization of Definition and 

Assessment
• AWF definition
• Terminology across agencies
• Assessment tool measuring effectiveness
• Standardized competency measurement

• Consequences of a Shrinking Workforce
• Workload
• Retirement
• Succession Planning
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ConclusionsConclusions
• Increase in the Competencies Required for 

Acquisition Professionals
• Focus on decision making to support best value
• Technical advances

• Recommendations
• Succession/Human Capital Planning
• Training
• Knowledge Management
• Culture
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Catalogue ReferenceCatalogue Reference
• In addition to summarizing reports from the AAP for 

the report, Beacon searched an exhaustive list of 
websites, the Library of Congress, and the National 
Archives

• For each report, an annotated bibliography 
summarizes: report overview, categories of 
information provided in the report, key assumptions, 
key results, and limitations

• Contains a keyword index
• Organized by key topic areas: workforce size, 

composition, competency, and effectiveness
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Report Catalogue Screen ShotsReport Catalogue Screen Shots

The annotated 
bibliography links 

directly to the report.

The table of contents 
links to the annotated 

bibliography.
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Finding #1:
The federal acquisition workforce is an 
essential key to success in procurement.  
Without a workforce that is qualitatively 
and quantitatively adequate and adapted to 
its mission the procurement reforms of the 
last decade cannot achieve their potential, 
and successful federal procurement cannot 
be achieved.   
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Finding #2:

• There is an increasing level of 
demands on the federal acquisition 
workforce:
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Finding #2-1:

• The dollar volume of federal 
government procurement has 
increased dramatically since 
9/11/2001. Procurement obligations 
have increased 60% in the last five 
years.
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Finding #2-2:
• In the last ten years the qualitative 

nature of the procurement activity has 
changed, placing markedly greater 
demands on the Acquisition Workforce 
for capability, training, time, and 
sophistication.
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Finding #2-2-1:
• There has been a pronounced shift from 

acquisition of goods to acquisition of 
services.  Service contracting places 
additional demands on the acquisition 
workforce, both in the contract formation 
process, particularly in the realm of 
performance-based service acquisition, but 
also on the contract management  side.
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Finding #2-2-2: 
• There has been a dramatic shift of federal 

procurement dollars to the federal supply 
schedules and other forms of interagency 
contracting.  Although this is often 
perceived, correctly, as part of the solution 
to the government’s procurement problems 
and its acquisition workforce shortcomings, 
it also opens the door to certain problems:
– (continues on next slide)
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Finding #2-2-2 (continued):
Heavy reliance on the schedules and other 
forms of interagency contracting can 
alleviate the burdens on understaffed 
agencies insofar as “getting to the initial 
award,” but too often contributes to 
subsequent problems that arise when 
ordering agencies fail to use these vehicles 
appropriately, fail to secure competition in 
using these vehicles, or fail to manage 
contract performance under these vehicles
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Finding #2-3:
Many transactions have been simplified by 
the federal acquisition reforms of the last 
decade.  This is particularly true of the 
purchase card and the simplified acquisition 
threshold.  These simplified transactions 
represent the overwhelming bulk of 
procurement transactions if we simply count 
transactions.  (continues)
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Finding #2-3 (continued):
Even the ultra simple purchase card 
transactions have a more complex 
impact on the acquisition workforce 
than was initially appreciated, because 
of the need to institute appropriate 
purchase card management and 
controls. 
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Finding #2-4:
But the remaining share of procurement –
outside the ambit of simplified procedures--
is the portion that actually requires most of 
our attention going forward. For this critical 
share of the government’s procurement 
activity, the demands of procurement on the 
acquisition workforce have grown 
dramatically.
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Finding #2-4-1:
Procurement outside the simplified 
regimes is characterized by use of best 
value procurement procedures, which 
substantially increase the complexity of 
procurement and the demands on the 
acquisition workforce as compared 
with procurement on the basis of 
lowest price.
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Finding #2-4-2:
Procurement outside the simplified 
regimes is subject to requirements of 
past performance evaluation which 
substantially increase the burdens of 
procurement on the acquisition 
workforce.
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Finding #2-4-3
A substantial share of procurement 
outside the simplified regimes is 
performance-based services 
acquisition, which dramatically 
increases the complexity and 
demands imposed on the federal 
acquisition workforce.
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Finding #2-4-4:
Heightened requirements for use of 
commercial goods and services has 
increased the demand for a 
sophisticated acquisition workforce 
that has mastery over the 
commercial markets in which goods 
and services are to be secured.
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Finding #3:
Even though there are now available 
a variety of simplified acquisition 
techniques, the complexity of the 
federal acquisition system as a 
whole has markedly increased since 
the 1980s.  
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• While some procurement functions can be 
performed satisfactorily by personnel with 
mastery only over the simplified 
techniques, more complex federal 
acquisitions demand procurement 
personnel with mastery of the range of 
procurement techniques.  Thus the 
complexity of the acquisition system, 
taken as a whole, has become a major 
challenge to the acquisition workforce.
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Finding #4:
There are substantial problems with 
the data that we have available on 
the federal acquisition workforce.
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Finding #4-1:

Data has not been collected in a 
consistent fashion from year to year 
or across agencies.



20

Finding #4-2:
• The acquisition workforce has 

been defined differently for DoD and 
for civilian agencies over the period 
of the acquisition reforms and the 
acquisition workforce cutbacks that 
we need to examine.



21

Finding #4-3:
A significant policy issue is presented as 
to how broadly to define the composition 
of the acquisition workforce—whether to 
include all of the functions that 
complement or support the acquisition 
function?  A broad definition is more 
consistent with modern understanding 
and commercial practices regarding the 
acquisition function, but risks overstating 
acquisition workforce resources.
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Finding #5:
Despite the substantial problems with the 
data that has been collected over the past 
25 years to keep track of the composition 
of the federal Acquisition Workforce, it is 
perfectly clear that the Acquisition 
Workforce has not received the attention, 
resources, and qualitative and quantitative 
reinforcement necessary to keep pace 
with the demands that have been placed 
on it.



23

• There were substantial reductions in the 
acquisition workforce during the decade 
of the 1990s.
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• One result of this is that hiring of new 
acquisition professionals virtually 
ceased during this time period. 
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• There were also cuts in agency training 
budgets that meant the existing 
workforce was not trained to adapt to 
the increasingly complex and 
demanding environment in which they 
were called upon to function.
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Finding #5-1:

The drought in hiring and the inadequacy 
of training has created a situation in which 
there is not, in the pipeline, a sufficient 
cadre of mature acquisition professionals 
who have the skills and the training to 
assume responsibility for procurement in 
today’s demanding environment.
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• There is strong competition for a limited and 
shrinking pool of trained and skilled 
procurement professionals within the federal 
government.

• This imbalance between supply and demand 
is exacerbated by the strong competition that 
the private sector offers the government in 
trying to recruit the shrinking pool of talented 
procurement professionals.   The government 
is losing this competition.
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• On the other hand, the government has 
not been able to compete very 
successfully for the services of talented 
procurement professionals who have 
been working within the private sector.  
The government does not have a salary 
structure and career ladders that are 
likely to attract experienced 
procurement professionals from the 
private sectors.
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Finding #5-2:
A widely noted result of the 
inadequacy of Acquisition Workforce 
personnel resources to meet the 
demands of procurement 
government-wide is that scarce 
resources have been skewed toward 
contract formation and away from 
contract management.
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Finding #5-3:
• The impact of starving the 

acquisition workforce is, ultimately, 
“penny wise and pound foolish,” as 
it seriously undermines the pursuit 
of good value for the expenditure of 
public resources.
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Finding #6:
Most federal agencies have not 
engaged systematically in human 
capital planning for the federal 
acquisition workforce.  Few agencies 
have systematically assessed their 
acquisition workforce in the present 
or for the future.
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Finding #7:
Despite the variations in the way the 
acquisition workforce has been defined 
and counted over time and among 
agencies, no one is counting contractor 
personnel that are used to assist, support 
and augment the Acquisition Workforce.
Thus we lack accurate information about 
the extent to which acquisition functions 
have been and are being carried out with 
the assistance of contractor personnel.
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Finding #8:
If contractor personnel are to be 
used to augment the federal 
acquisition workforce, careful 
attention must be paid to the 
potential for organizational conflicts 
of interest that may be engendered 
by this practice.
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Finding #9-1
Testimony before the Acquisition 
Advisory Panel by leaders of private 
sector organizations indicates that 
sophisticated private sector organizations 
employ a corps of highly sophisticated, 
highly credentialed and highly trained 
business managers to carry out the 
sourcing, procurement and contract 
management functions that they 
undertake. 
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Finding #9-2:

The government lacks comparable staffing 
for these functions.  If we expect the 
government to take advantage of the 
practices of successful commercial 
organizations, we need to close this gap 
by recruiting, training and retaining 
procurement professionals with 
appropriate capability.
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Finding # 10
The pace of acquisition reform initiatives has 
outstripped the ability of the federal acquisition 
workforce to assimilate and master their 
requirements so as to implement these initiatives 
in an optimal fashion. An important objective of 
Acquisition Workforce initiatives should be to 
allow the Workforce to catch up with the last 
twelve years of acquisition reform, as well as to 
meet additional demands that will be imposed by 
the recommendations of this panel on non-
workforce topics.  
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• Insisting that the acquisition workforce be 
enabled to catch up with the demands of the 
procurement workload and the transformed 
demands of procurement reform is not hostile 
to the cause of procurement reform.  Rather, 
it is an essential step in attempting to 
optimize the complex procurement process 
that we have created in order to consistently 
achieve good value for the expenditure of 
public resources. 
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